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The main purpose of this paper is to highlight the relationship between individual’s perception on the 
organizational HRM practices and career success. The three dimensions that measured perception on 
organizational HRM practices were compensation, performance appraisal, and training and development. 
While, the dimension that measured career success were subjective career success. In order to examine the 
relationship, a quantitative method was employed and questionnaires were used as an instrument. The 
sample of the study consists of 30 insurance agents representing two insurance agencies. Correlation 
analysis was used to examine the relationship between perception on HRM practices and career success. 
The results indicated that insurance agents’ perception on organizational HRM practices are significant 
predictor of their career success. The research and practical implications were also addressed. 
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How can I be more successful than others or why he is more successful than me, although we have invested 
the identical amount of resources, efforts and also in the same area of career? These are some of the 
questions that had always been asked by employees especially during the tendency of organizational 
restructuring, acquisition, merging and open labor market. The Labor Market Report 2006, published by 
the Ministry of Human Resource, Malaysia stated that downsizing, merging, high production cost, and 
deterioration in demand for product, were the major causes of the retrenchment trends (Labor market 
report, 2006). Due to such trends almost 10,000 of Malaysian workers have been retrenched during the 
organizational restructuring of the past five years (2002-2006) (Labor market report, 2006). Such 
retrenchment trends not only affect the company financial and human capital performance but also the 
employee’s career advancement opportunities. This is because the pyramid structure of the company may 
change and only minority of the employees can make it to the top. Furthermore, in those circumstances, 
employees in the organization may have to confront with the possibilities of termination, retrenchment or 
job transition that could harm their career progression and affect their psychological emotion. Employees 
(those are retrenchment survivors) may fall into negative emotion such as depression and hopelessness 
because they are not sure when is the time for them to be a victim of retrenchment, which could totally lead 
them to face with the stressful career transitions. Once employees have such negative feeling, they will not 
commit well to the organization because they will perceived that there is no point for them to work hard for 
the organization since the management of organization does not value their contribution and show no 
concern in supporting their career needs when conducting the retrenchment decisions. Such negative 
emotions among employees could destruct organization’s business revenue because employees will not 
display full commitment to their job. For example, salesperson may intentionally sell products that meet to 
the minimum required target only instead to go all out to sell the products. To eliminate the negative 
perceptions among employees, organization need to concentrate on HRM practices instead of reducing or 
cutting off the HRM practice’s (such as compensation, training and development, and performance 
appraisal) budget to invest in other departments such as research and development or marketing which they 
believe can increase the organization’s business revenue. 
 
Researcher such as Uen and Chien (2004), and Armstrong-Stassen and Cameron’s (2005) revealed that 
compensation, performance appraisal, and training and development are the important HRM practices that 
cannot be cut off because such practices are the important sources of organization to generate a pool of 
motivated, competent and high performed employees that can be a significance factor of organization’s 
The 4th National Human Resource Management Conference 2008 
 
 354
competitive advantage. Besides, Nabi (2003) also stated that the positive outcomes of employees’ career 
success are affected by the employees’ perceptions and attitudes toward his or her organization’s HRM 
practices. He stressed that only employee that are satisfied with his or her career progression or have 
positive perception toward organization’s HRM practices will be more motivated and committed to the 
organization business processes.  
 
Thus, this paper examine the relationship between individual perceptions on organizational HRM practices 
(specifically on compensation, performance appraisal, training and development) and career success, and 






The term career success could be separated into two words, namely career and success, which have 
different meaning. According to Mondy et al. (2002), career is a general course of action an individual 
chooses to pursue throughout his or her working life. Meanwhile, as stated by Sonali (2005), success means 
the attainment of wealth and the accomplishment of desired aspirations. So, how would career success 
being defined? Gattiker (1985), Judge et al. (1995; 1999), and Ng, et al. (2005) had generally define career 
success as the accumulation of positive achievement resulting from one’s work experiences.  
 
Besides, career researchers such as Gattiker (1985), Judge et al. (1995), Nabi (1999; 2001; 2003), and 
Callanan (2003) generally agreed that an individual career success could be divided into objective and 
subjective forms. Objective career success is assessed by extrinsic measures such as level of position, job 
title, salary or promotion (Lau, & Shaffer, 1999). Meanwhile, subjective career success could define as 
individual’s perception of satisfaction with their career lives (Judge et al., 1995). According to Nabi (2001), 
subjective career success is more complex to understand and totally different with objective career success. 
This is because success in the subjective sense depends on an individual self-perception toward the level of 
attainments, which is more difficult to observe and measure than objective career success (Nabi, 2001). 
Further, Nabi’s (1999; 2001) revealed that many individuals, despite having low salaries and status, can 
still feel satisfied and success in their careers due to other factors such as good relationship between 
superior or colleagues, excellent work environment, and challenging tasks. Therefore, earning higher salary 
can strengthen one’s status, but it is not an essential rule for an individual to succeed in their life. This point 
was supported by, Poon (2004), Van Emmerik (2004), and Ng et al. (2005). They revealed that objective 
and subjective career success are two different components, which employees who have achieved objective 
success was not actually feel proud of their achievement due to the influences of other elements. 
Accordingly, this study only includes subjective career success and defined it as an individual’s perception 
and satisfaction against their career achievement. 
 
Organizational HRM practices 
 
According to Anthony, et al. (2002), HRM practices is a set of planned strategies and policies implemented 
by an organization to ensure organization’s human capital efficiently and effectively contribute to the 
achievement of organizational objectives. According to Robbins and Coulter (2002), compared to other 
HRM practices such as selection, industrial relation and workplace safety and health; compensation 
systems, performance appraisal, and training and development programs are more likely to facilitate 
employees’ motivation, commitment and satisfaction. Further, studies by Uen and Chien (2004), and 
Armstrong-Stassen and Cameron’s (2005) also revealed that compensation, performance appraisal, and 
training and development are the most important sources of organization to generate a pool of motivated, 
competent and high performed employees that can be a significance factor of competitive advantage. 
Accordingly, the HRM practices examined in this study will solely focused on the employee’s perception 
on the organization’s compensation system, performance appraisal system, and training and development 
programs provided to them.    
 





Mondy, et al. (2002), and Milkovich and Newman (2002) defined compensation as the total financial or 
non-financial rewards payable to an employee in return for their services. The rewards are usually 
compensated based on the value of job, level of personal contribution, efforts, and performance (Milkovich 
& Newman, 2002). At the organizational level, compensation is critical to an organization’s success in 
attracting, retaining and motivating its employees to continue contributing to the organization (Mondy, et 
al., 2002). This is because compensation is an important factor that will affect an individual’s choices to 
work at an organization. Most of the organization not only used compensation systems to reward and 
recognize the employee’s effort and contribution, but also used compensation as a motivation tool (Mathis 
& Jackson, 2004) to induce employee productivities (such as improving job performance, decreasing 
intention to leave and increasing career satisfaction). Further, Milkovich and Newman (2005) had stated 
that open communication between employer and employee regarding the policies and procedures of 
allocating his or her compensation may eliminate employee’s misperception because they could realize that 
their compensation is allocated via fair procedures and policies. Thus, the feeling of satisfaction towards 
the career may increase since they are fairly compensated compare to what they have invested in the job or 




Performance appraisal is a formal system used by organization to periodically evaluate an employee’s 
performance (Mondy et al., 2002). Specifically, performance appraisal is the process of evaluating how 
well employees do their tasks compared with a set of standards or organization expectations. Through 
performance appraisal processes, employees may be aware of their level of performance and realize their 
weaknesses, which can get valuable feedback or guidance from top management to take necessary actions 
to improve that performance. Therefore, performance appraisal needs to be done periodically for the 
purpose of human capital development. The results from performance appraisal may facilitate top 
management decisions in compensation allocation, promotion, termination, transfers, recognition awards, 
and training opportunities that can effect employees’ career satisfaction and advancement opportunities. 
Most of the organizations believed that performance appraisal is a useful tool that can help organization 
determine the potential employees and help them to manage employees’ career advancement, which is 
valuable to organization’s success (Mondy, et al., 2002).  
 
Training and development 
 
Training and development is the formal activities undertaken by organization to help employees acquire the 
necessary skills and knowledge to perform current or future jobs (Mondy, et al., 2002). Moreover, training 
and development had been considered as one of the crucial part of human capital management (Mathis & 
Jackson, 2004) because training and development activities such as on the job training, mentoring, 
coaching, and counseling can assists organization to generate a group of competent, motivated and 
committed employees that are able to enhance and sustain organization’s competencies in a global market. 
According to Mathis and Jackson (2004), employees in an organization not only can be a source of 
competitive advantage, but they (especially those who are incompetence due to lack of training) can also be 
a liability. In order to integrate employees into the organization so that they become effective and 
productive members, adequate training and development activities for employees are needed. Studies 
conducted by Burke and Mckeen (1994), and Armstrong-Stassen and Cameron (2005) had stated that 
career success of employees will be influenced by the availability of the training activities that provided by 
the organization. This is because training and development is an important source for them to get valuable 
skills that may enhance their employability in an organization. Thus, training and development 
opportunities play an important factor in the career success of an employee in their later work lives.  
 
Organizational HRM Practices and Career Success 
 
Nabi (2001; 2003), and Armstrong-Stassen and Cameron (2005) study had shown that the key influences to 
employees’ career success were their perceptions toward the effectiveness of organizational HRM 
practices. Social Cognitive Career Theory (SCCT) had posited that an environmental factor such as 
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organizational supports activities was one of the factors that will overrule individual’s career progression 
(Lent, 2004). The amount of training activities that received by an employee would influence his or her 
performance at work, which can also influence their career satisfaction. Based on the evidences of Wayne 
et al. (1999) study, employees’ perceptions of organization’s sponsored practices (that is career 
development supports through effective training programs) will have significant consequences to their 
subjective criteria of success.  Further, Burke and Mckeen (1994) also found that employee who received 
more training and development opportunities were more satisfied in their careers. Since the majority of jobs 
today have become more complex due to the emerging of computerized systems and equipments, and also 
other types of complicated technology tools, employees are force to seek for organizational support for 
improving their ability to work. Without training and development activities by organization, employees 
will face difficulties to improve their competencies at work. In addition, perceiving a lack of support and 
development chances, employees may recognize that it will be difficult to do their work well, and they may 
believe that their efforts will be not be valuable to organization, since organization are not willing to invest 
in their work. As such, employees may feel disappointed and believed that organization had hampered their 
advancement chances, which in turn affect the employee’s feeling of success.  
 
On the other hand, McFarlin and Sweeney (1992) stated that when employees feel unfair about their 
rewards, they might respond with dissatisfaction to their jobs, which can effect their motivation to achieve 
career success. The unfair procedures not only had prevented employees from receiving high rewards but 
also let down employees’ feeling of success. Further, if employees found that organization had unfairly 
administered the rule of reward systems, they will feel there is no point for them to work hard since their 
contributions are not rightly appreciated and rewarded. Such perceptions can affect individual’s motivation 
to thrive in later career lives. 
   
Moreover, poor performance appraisal policy also is one of the possible causes of low career satisfaction 
because performance appraisal is a system of evaluation of employees’ job performance, which always 
related to pay raises and promotion matters. Hence, most of employees are very concern about their job 
performance whether it is had been fairly evaluated or not. If unfairness or biases elements had occurred in 
performance appraisal processes, organization will not accurately weigh up an individual’s efforts (Yusof, 
2001). Such unfairness evaluations will result in feeling of disappointment, which employees tend to feel 
frustrated on their career prospects since biases performance appraisal results had prevented them from 
getting higher positions and income.    
  
Theoretical Framework  
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The sample of this study consisted of 30 insurance agents representing two insurance agencies. The 
questionnaires were distributed to the respondents by self-administered technique.  Respondents were given 




Questions regarding career success were measured using five-item scales of Perceived Career Success 
(PCS) developed by Greenhaus et al. (1990). The PCS instrument is the most widely used measure with the 
consistently high reliability result of 0.88 in previous empirical studies (Greenhaus et al., 1990; Judge et al., 
1995; Nabi, 1999; 2001; 2003).  
 
Beside that, since the nature of HRM practices performed by the Insurance sector are quite different with 
other sectors such as manufacturing, hospitalization, servicing and educational institutions, the 
measurement use to examine the employees’ perception on organization’s compensation and performance 
appraisal policies need to be different. This is because the Insurance agents are not paid basic salary as 
employees in other sectors, whereby their income will depend on their sales efforts. In addition, the 
insurance agents do not have formal performance appraisal system to examine their performance at work. 
Their performance is determined solely on their sales achievement. Therefore, there is no specific measure 
to examine insurance agents’ perception on organization’s compensation, performance appraisal, and 
training and development practices. Thus, items developed by Delery and Doty (1996), Tsui et al. (1997) 
and Bigliardi et al. (2005) were adopted for the measurement (e.g., “The amount of commission and 
bonuses that I obtain depends on my sales effort”, “My performance standard is set based on my personal 
sales target”, “Training programs offered by  the organization help me to develop varieties of skill and 
ability), by means to determine an insurance agent’s perception on compensation, performance appraisal, 
and training and development practices performed by their organization. Each items were measured from a 




A reliability test for independent and dependent variables were conducted. Subsequently, Pearson 
Correlation Analyses were used to examine the relationship between independent variable (organizational 







The reliability results showed that the overall Cronbach Alpha’s value for organizational HRM practices 
and career success were at 0.77 and 0.80 respectively.  
 
Profile of Respondents 
 
The frequency analysis revealed that 16 respondents (53.3%) out of the total of 30 were female. Most of the 
respondents were single (70%), and majority of respondents’ age ranged between 20 – 31 years old (80%). 
In term of educational achievement, 9 respondents had Diploma, while 14 respondents had first degree. 
Beside that, 18 of the respondents (60%) were Life and General insurance agents. 86.6% of the respondents 
had worked less than five years in the organization. 18 respondents (60%) received annual income less than 
RM49,999 while only four respondent received more than RM110,000.      
 





As shown in Table 1, there is a relationship between organizational HRM practices and career success. 
However, the relationship is moderately strong because it had a coefficient correlation value of 0.435 with 
p0.01. The results also indicated that two of the three dimensions of HRM practices were correlated with 
career success. The two dimensions of HRM practices were compensation and performance appraisal with 
coefficient value of 0.447 and 0.436 respectively. Only one of the dimensions of HRM practices, that is 
training and development was not correlated with career success.  
 
Table 1: Correlation results of organizational HRM practices and career success     
 1 2 3 4 5 
1) Career success 1 .435** .447** .436** .048 
2) HRM practices  1 .805** .857** .574** 
3) Compensation   1 .588** .182 
4) Performance appraisal    1 .247 
5) Training and development     1 




The correlation results showed that organizational HRM practices were associated with career success. This 
suggests that insurance agents’ perception on organizational HRM practices were an important predictor to 
their career success. This finding aligned with Armstrong-Stassen and Cameron (2005) study. They stated 
that an employee’s career success depends on their perception toward organization’s effort in supporting 
their career development needs. Most of the employees assumed that it is the organization’s obligations to 
design wide range of HRM programs to assist them to perform the job effectively and achieve success in 
their later work lives. Thus, if employees perceived organization does not concern in supporting their career 
needs by cut off most of the HRM practices budget, they may feel dissatisfied and claimed that 
organization is the factor that hinder their career success.  
 
On the other hand, the correlation results also showed that compensation was positively related to 
individual’s career success. Part of this finding is similar to McFarlin and Sweeney (1992) study, who 
found that when employees are not well compensated in accordance to their efforts, they might respond 
with dissatisfaction to their jobs, which can affect their motivation to achieve career success. The unfair 
procedures not only had prevented employees from receiving high rewards for task performance but also let 
down employees’ feeling of success. Further, if employees found that their work are unfairly rewarded, 
they will feel there is no point for them to work hard since their contributions are not rightly appreciated 
and remunerated. In the insurance industry, agents feel success with their career because their 
compensation was determined by their sales efforts. This means that their income or recognition was paid 
based on their sales production, which is justly compensated compared to what they have contributed to the 
job.  
 
Besides that, the correlation results also revealed that performance appraisal being positively connected 
with career success. This finding is parallel to Greenhaus et al. (1990) study. He stated that an employee’s 
perception of job performance evaluation has greater impact on individual’s career success. This is because 
most of the superiors will make promotion and salary increment decisions based on the performance 
appraisal results. If unfairness or biases element had occurred in the performance appraisal processes, 
organization will not accurately weigh up an individual’s efforts (Yusof, 2001), where excellence 
performers may lose their career development chances while poor performers may receive higher level of 
appreciation. From the findings of this study, such unfairness treatments will not occur in the insurance 
organizations because an agent’s performance were evaluated based on the achievement of their personal 
sales target. In other words, insurance agents’ performance standard was set based on their personal sales 
target. Most of the agents felt satisfied with their career because they found their performance was 
reasonably evaluated since the amount of income, recognitions and chances of promotion were 
compensated accordance to their sales performance. In short, the fairness and unbiased issues in 
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employees’ job performance evaluation need to be stressed by the organization by means to eliminate 
negative perceptions that can affect an individual’s career success. 
 
The correlation results also revealed that training and development were not correlated with career success. 
This finding differs with Wayne et al. (1999) and Burke and Mckeen (1994) study. Their study found that 
employees’ perceptions of organization’s sponsored practices (that is career development supports through 
effective training programs) will have significant consequences to their subjective criteria of success. 
Furthermore, they also revealed that employee who received more training and development opportunities 
were more satisfied and successful in their careers. There are several potential reasons that caused the 
differences between the present study, Wayne et al. (1999) and Burke and Mckeen (1994) study. Firstly, 
those who were subjectively successful in this study may feel that training and development programs 
offered by the organization do not meet their career development needs, which does not effectively help 
them to enhance their work performance or improve their job skills. They may perceive that their career 
success was influenced by other factors such as sales performance or compensation. Moreover, most of the 
training and development programs provided by the insurance organization stressed on theoretical aspect 
rather than practical aspect, which is not realistic to the actual environment. For example, training programs 
that emphasized on selling skills, communication skills, customer relationship management, marketing 
systems or personal motivation were demonstrate in theoretical feature. However, such knowledge that 
convey in the training programs cannot be applied in the reality work environment especially with different 
types and characters of customers, which need the broad based of practical work experience. Hence, most 
of the agents in this study felt that their career success was not influenced by the training and development 




This study has successfully attained the research hypothesis that is to find the relationship between 
organizational HRM practices and career success. From the correlation results, it was found that 
organizational HRM practices were related to career success, while compensation were the dimension that 
have the strongest relationship with career success compared with other dimensions (performance 
appraisal, and training and development). Thus, the elements of compensation such as income, awards and 
recognitions were an important determinant to promote one’s feeling of success. Besides, this finding also 
has implications for HR professionals of the assessed insurance organizations. For example, HR 
professionals at the insurance organization might be encouraged to develop more training and development 
programs that meet the agents’ career development needs, which can effectively improve their job skills. 
Further, the performance appraisal and compensation policies that are free from biases should be 
continuously carried out because it can lead to positive outcome by increasing the levels of insurance 
agents’ career success. Hence, it is hopeful that the findings from this study will provide ideas to human 
resource professionals in designing a more satisfied and committed work environment that can enhance 
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